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NEMORANDUM FOR: SA/AD/CR
SUBJECT : Comments on Eapid Transmittal Proposal

As requested the comments listed below are offered re the subject proposal.

1. The proposal is t¢9 establish a system "which will get substantislly
all intelligence information to the amalyst within 24 howrs aufler
the preparation of the report in the field,” and in addition:

&. Maintain a current set of collection reguirements and be able to
immediately commnicete same to collectors.

b. Maintain & current set of dissemination requirements for esch
individual andlyst in the Agency and be able to change these
requirements daily to reflect analysts needs.

c. Code (index) solected documents for later retrievil but hLave
coding and selaction verified by individual anelysts primarily
concerned with the docunment.

2. The first pert of the proposal for receipt by the analyst of
intelligence oxyamtion within 2k bowrs is by itself & tremendous
asaigment., er, when the procedures for automatic feed backs

dissenination requirements are added together wita
the coling sad selpction of documents, 1t would appeay to becone

! usdaly complicated and defeat the main purpose of aiming for & 2%

bour processing tine. It is impossible to 24d steps in & processing

system and save tine.

oW

3. What must be done Lo reach the 24 hour deadline {s to eliminste all
haniling steps which are not basically required to get the information
to the analyst. These bssic requirements are receipt, determine who
should get 1t and pet it to him, Most all new systems reccmmend that
coding be done firgt and dissemination be accamplished based ou the

4 codes selected for the document which match the coded requiresents

of the user. Yet in &ll these new ysystems it is considered essential

to have a "screenirg ocut” process 3o that indexes will pot become

overlosded. If we sarsen cut documents not to be coded, how

can they be i nated? FPlease note that of the 7,000 State

| Dopariment diapetcles received esch month by OCR over 0% are

i rnsxlarlx being selected ocut and "Nodexed? Yot copies of these

; "Nodexed" dispatches are disseminsted and a percentage of them are

‘ . considered very important by the recipients. I feel that the
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festent systes would bave to provide for dissesination without
first coding documents. I also feel that it would be impossible
for a central panel to disseminate to 5,000 plus amalysts in
accardsnce with theiy individual requirements. It would appear
logical for a central panel to dissemizate to 1504-200 offices 5
baged on their requirements aond sssume that each of these offices would |
handle the dissemination to the individusl analysta. ‘

25X1A2g L, Te vest plan for [ reports would require at lesst 1 Document
Division analyst apd possibly 3~k depending on the coversge
regiired by the DD/P; i.e., three shifts a day seven days a week.
The Document Division is alresady working overtime to keep the
indexing backlog froe: bullding up due to support belng furnished
to the ADG and we 40 not sec how we can furnish even one analyst
for the proposed test.
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Addition of ISC Codes by analysts. R A B Yy
E P
e #
OCR plans to adept Minlicard or scme comparable system should
be taken into coneideration, that Minicard is the systen

in use, 1t is doubtflil that the research analyst would want to

take the time to fit data {codes and clear text) info phrases tc be
added to Minicards, pecondly the addition of date subsequent to
initial minicoding ayd miniphoting would pose a problem; ity plans to
asscciate (or tie topether) related phresey concepts withnin &
document materialize, it would mesn that each time & resczarch analyst
added codes for his particular interest that the documert would

bave to be redone. If the traffic becames heavy the system would
bog down.

History of Coding Directly onto Mut

This i{s not a new ides or operation. FProm 1953-1956, ISC codes

were written directly onto the mats of all 00 and CS reports by
Analysis Branh codexx. The purpose was threefold: (1) to provide
Alr Force with coded CIA rxeports which could be converted with
Minicode, (2) to acqwint consumers in the intelligence community with
the 18C, and {3) to cnecourage these consumers to suggest additicnal
codes 1f necessary.

With the exception o a few calls (5~10 at the most in the 3 year
period) from OSI/Cheiistry & no consumers in CIA or in the community
semeed to concern thomselves with the codes, wyen those who were

faniliar w with the ISC. In 1956, timéhfx'ﬁdect wae discontinued
becsuse none of the 3 purposes above were eved.
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Time of Researcher Devoted to Coding

I agree with the sintement on p. 20 Paragraph 3. “The better @
and more widely known the Intelligence Subject Code, the more it |
is directly used snd comtributed to by experts in their various
fields, the better the retrieval gystem.” However, the

particality of the next serrtonce has not been proven by past
history. “Any amalyst who receives & copy can take care of his

own interests beyond the inftial coding by adding appropriate
codes.” The histxdy of coding directly onto CIA mats proved
otherwise. Prior %o that ﬁnprnjectoszmdmmd&:ﬂsti;& have
the opportunity of coding and absctyaetin any documents they desire for
the intsllofax system. OSI and ORR (CRE) began coding operations 1
early in 15%. This stopped completely in 1953 axcept for OSI/ ‘|
Chemistry, snd ORR/I. OSI/Chemistry stopped in 1955, und shipbuilding |
and medium machinety branches of ORB/I coded very small portion
until early 1958. Researchers are paid to do "pegearch® and not to |
code. Coding is time consuming in addition to the timc required to keep
&p to date with the ISC. T+ 1s too ideallstic to hope that the |
ressarcher will devote that mmch time to keep fmprove the
effectiveness of the retrieval program. Fage 19, 2nd paragraph states
that only those snblysts should be asked to use the form whose |
sgaedback” will be wish worth exploiting. The 3 types of sepcialists
mentioned cover all fields of researchers (except sdutnistrators):
subject matter specialists, these concerned with writing collection
requirements, and those whose work would suffer from poor materbai
retrieval.

dimlteneous Coding suxi dissemination.

Uoder jresent opexations coding does not hold up and dissemination
for the codimg occurs from the processing Copy. It i proposed

thet dissemimation could be sccomplished by the use of the subject
codes {e.g., APCIH's automtic disseminator) Although this wilil and
doen seve doable reeding it does not speed up dissemination for it
takes longer to cgde than it does to disseminate, It is true that one
person could code and disseminate 14,000 j 2 yeex (code and
disseminate 60 a day or 1200 a month). 25X1A2g

To Aissemineate to individual analysts, at leakt 5,000 complete
sets of requirements would have to be stored in the asw automatic
dlssexinator's megory and for & dlsseminator to remember all those
individual requirements on a cureent basls {according to bhe
Yeedback plon) wosld be impossible. The Feedbakc plan which

visualiges conmstapt changes would also break the back of a
mechine.
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